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CHAPTER 1

INTRODUCTION

The purpose and vision of the Recreation Delivery System (RDS)
are presented below. The Recreation Delivery System is applicable
to al US Army camps, posts, and stations.

CFSC VISION
“First Choice’
The Community and Family Support Center’s mission is to create
and maintain “First Choice” Morale Welfare and Recreation
(MWR) products and services for America’s Army, promoting a
ready, self-reliant force.

RDS VISION

“We are the first choice of America s Army for providing recreation
opportunities.”

The RDS is designed to provide integrated and efficient customer-
driven recreation programs that increase patron opportunities, in a
cost-effective manner, through better utilization of facilities while
incorporating non-facility bound programming and unit outreach.

The foundation for the delivery system is that the program is not
limited to facility resources, is driven by the needs and desires of its
customers, and is centered on maintaining soldier readiness.
Strengthening the military community through enhanced
recreational opportunitiesisthe key to the system.
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PURPOSE OF RDS

The purpose of the Recreation Delivery System (RDYS) isto:

Best support deployments and soldier readiness required for our
Army into the 21st Century.

Strengthen the military community.

Assign responsibility and fix accountability.

Optimize patron opportunities and facility use through:

b Efficient market-driven programs that are integrated and
cost effective.

Program and operations teams.

Non-facility bound programming.

Outsourcing opportunities.

Unit outreach.

T UTTUTU

KEY PLAYERS

Implementation of the RDS requires a commitment and cooperation
from avariety of individuals across the installation. The most
meaningful and significant contributions to the planning and
implementation of RDS will come from the following:

Project Coordinator: Person in charge of making RDS happen
at agiveningtallation. This person may be the Community
Recreation Director (CRD).

Planning Group: Members of the installation staff that put
together the action plan.

Recreation Staff: Everyone working in recreation activities to
provide recreation programs and services.

Project Development Team: Everyone who plays a part in the
RDS -- either directly or indirectly. Potential participants
include (but are not limited to) staff from the following
organizations: Recreation, Y outh Services, Marketing,
Director of Personnel and Community Activities (DPCA) ™,
Services Division, Civilian Personnel Office, aswell asthe
planning group facilitator(s).

! DPCA and Director of Community Activities (DCA) are used synonymously in this manual.
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CHAPTER 2

BACKGROUND AND METHODOLOGY

BACKGROUND

The US Army Recreation program has not changed during the past
severa years. Changing times and demographics have outpaced the
recreation programs to the point that present-day needs and desires
are not being met. Viewing this situation, commanders, through
their representatives at the Army Recreation Leadership Conference
in October 1994, determined that action must be taken. The
Commanding General (CG) challenged the representatives to
examine and redefine the Army’ s recreation delivery to meet the
challenges of the 21st century. There were additional imperatives
for change including:

Declining resources.

Declining participation.

Inadequate facilities.

Inadequate staffing.

Community competition.

Lack of command support.

Lack of documented relevance to the mission.
Inability to quantify demands.

Failure to meet the needs of the military community.

WCoNOOA~WDN R

To address these problems, a Recreation Process Action Team
(PAT), composed of Community and Family Support Center
(CFSC), Mgor Command (MACOM), and installation
representatives, convened in December 1994. The PAT agreed that
a change was needed to revitalize the Army’ s Recreation program
to meet the needs of the military community into the 21st century.
They concluded that today, the Community Recreation program at
atypica Army installation is characterized by facility-based
programs, dedicated personnel with appropriate skills, and passive
programs determined by providers. The PAT envisioned
community recreation in the future to be characterized by dedicated
personnel with enhanced skills, and customer-driven cregative
programs conducted through in-house, contracted, or off-post
sources in a highly efficient and cost-effective manner.
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PROGRAM DEVELOPMENT

KEY RESULT AREAS (KRAS)

Key Result Areas (KRAS) were identified during development of
the Recreation Delivery System as pivotal to the successful
implementation of the program. Most of these KRAs were viewed
by the designers of the program as more efficient and effective
methods of recreation program delivery without any degradation of
ability to meet customer expectations. Additional KRAs are
targeted at better meeting customer needs and ensuring that
support systems enhance the ability to deliver the desired services
or activities. Promotion of these eight basic KRAs will lead the
installation to consider all of the basic tenets of operations today
and reengineer for the desired outcomes.

The eight core KRAS provide a framework for an enhanced
recreation delivery system. They are presented in the table below.

KRA KRA Content
#
1 Increased customer- | - Alternative to drop-in programming
driven programming | - Focus based on customer input
2 More effectiveuseof | - Maximum use of available space
facilities - Services consolidated for efficiency

- Reduced infrastructure costs
3 Non-facility based Programs will be conducted in a variety
programming of facilities to include non-traditional
facilities such as housing areas, single
soldier barracks, and other non-
recreation owned facilities. Key
conceptsinclude:
Ddlivery of programs where the
customers are
Joint program delivery among
Morale, Welfare, and Recreation
(MWR), installation, and local
community (e.g., teen programming
in partnership with the local school
system)
Development of interface with units
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Integrated
programming

This requires sengitivity to the difference
between competing with other MWR
activities and expanding into new
activities. It requires expanding the
focus of managers and staff beyond
program ownership to value cooperation
and teamwork.

Cooperative efforts with state, city,

county, and other recreational

programs

Cooperative efforts with other MWR

programs

Method to expand menu of services

to authorized patrons

Method to provide services for small

market segments

Active pursuit of
outsourcing
opportunities

More efficient and effective use of
resources

Increase Recreation opportunities on
and off post

Ability to program for small market
segments

Development of
internal promotional
strategies

Centralized registration
Use of RecTrac!
Interna sdlling

Improved support
services

Support reengineering to meet RDS
requirements

Identification of policies and
procedures that hinder efficient
operation

Establishment of
program and
operations teams'

Leadership in planning the RDS
Establish positions for RDS
programming
Representatives from different
disciplines
(For more details on the teams refer to
page 8.)

! This KRA was added after the pilot test. Establishing program and operations teams facilitates
processes required to implement the Recreation Delivery System.
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TRANSITION OBJECTIVES

To revitalize community recreation, there must be a strategic shift
that is proactive, integrated, and customer-driven. The emphasis
must transition from facility-bound recreation to a contemporary,

unrestricted system of activities, geared to the needs and wants of
the patrons.

TRANSITION

Recreation
Becomes

Efficient/
Effective

Strategic
Shift

Innovative
Programming

Integrated Customer-

Driven

This make-over may result in expanding, reducing, or eliminating

existing programs, and the introduction of new programs. Specific
objectives are to:

1. Shift the emphasis from facility-bound recreation to an
unrestricted system of customer-driven programs.

2. Recognize the need for the programs to evolve, based on
customer demand for services.
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3. Trangition recreation programmers to serve as unit recreation
specidists.

4. Assist commandersin assessing unit soldier needs, and
integrating these requirements into the programs and services
delivered by the installation recreation program.

5. Provide greater day-to-day interaction with individuals, units,
and commanders.

6. Support unitsin fulfilling war and operations other than war
missions at home and during deployments.

7. Design and implement a contemporary recreation program.

ORGANIZATIONAL STRUCTURE

The contemporary recreation program that is envisioned will
require making a structural change in the organization. The duties
and functions of recreation personnel will be aligned with either
program or facility operations.

A traditional organizational structureis presented below. This
figure highlights the traditional mindset of recreation staff, that is,
to focus on the programming within their own “box” in the
organization, which is often tied to afacility.

TRADITIONAL ORGANIZATIONAL STRUCTURE

Community
Recreation Director
(CRD})

Sports & Auto Crafts Recreation Center & Outdoor Recreation
Athletic Training

ITR (ODR)

Music & Theatre Arts & Crafts

Facilities ODR Complex
v \Y
Gym Parks
Fitness Center 1 Shop 1 Shop 1 Center 1 Center 1 Shop Travel Camp
Sports Fields Stable

Courts RV Storage
Boat
Pools
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The vision of the Recreation Delivery System removes the
recreation staff from those boxes, and places them in teams,
focused on either programming or management of facilities. The
key to this structure is that programs are no longer tied to facilities.
Programmers are freed of the responsibilities for maintaining the
facilities, thus alowing them to focus more fully on programming
to meet customer needs. An example of an organization chart
under the Recreation Delivery System is presented next.

PROPOSED ORGANIZATIONAL STRUCTURE

Recreation
Coordinator

Program Operations
Manager Manager
Programs ,, Facilities
Individual Skills Gym P

Personal Fitness ﬁ; %
Group or Individual Sports
Developmental Sports
Entertainment
Special Evants

Fitness Center
Community Activities Center (CAC)
e/ AutoShop
./ ODR Complex

Fields and Courts
Education (Rec) Parks g \h ,

Travel Camp

THE TWO-TEAM APPROACH

The two-team approach illustrates the eighth KRA, defined
previously. This organizational structure, with the recreation
coordinator overseeing the work of both the Program and the
Operations teams, was identified during the pilot tests as a critical
component to making the RDS successful. The function of each
team is described next.
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PROGRAM TEAM

Within this new organizational structure the program team has

W\i‘ primary responsibility for implementing directed programs and is

R\ concerned with:

1. Planning for directed® program activity (e.g., aerobics, sports,

entertainment) or service.

|dentifying program needs.

Coordinating logistical support for directed programs.

Coordinating contracts for programs or services.

Promoting coordination between the program and operations

personnel to reduce duplication and ensure maximum co-

location of activities and services.

Finding a suitable place to conduct the activity (whether on or

off the installation).

Conducting the program, if appropriate.

Preparing cost analysis and pricing for directed programs.

Partnering with the community.

0. Finding out what the market wants and coordinating with the
Marketing Division for directed programs.

11. Assuming responsibility for registration of participants.

12. Evaluating customer satisfaction.

abrown

S

B © o N

Programs and services may be conducted by the installation staff,
contracted, or provided through a partnership (e.g., cooperative
arrangement), thereby minimizing program ownership. Through
frequent contact with customers, programmers must determine
which services are to be provided. Thisis achieved through
constant communication with members of the operations team who
also have frequent interaction with the customer, and through
coordination with different customer groups (e.g., other MWR
agencies, spouse groups) to identify the needs of the customer base
and, as resources permit, satisfy those needs.

Recreation programmers will also be identified to serve as unit
recreation specialists to assist commanders in assessing unit and
soldier needs through day-to-day interaction. The identified
requirements will be integrated into the delivery system. Support
will include help to units to fulfill contingency missions at home and
during deployments.

2 A “directed program” is a structured program, generally providing more than a facility and equipment.
Directed programs are generally of limited availability. Examples include racquetball or other sports
tournaments, intramural leagues, concerts, ITR trips, and summer reading programs.
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OPERATIONS TEAM

The operations team will be concerned with:

1. Informaly finding out what the market wants and
communicating it to the program team.

2. Operating the indoor and outdoor facilities, courts, and fields.

3. Maintaining equipment; coordinating facility maintenance and
repair.

4. Promoting coordination between the operations and program
personnel to reduce duplication and ensure maximum co-
location of activities and services.

5. Making facility reservations inherent to the facility, for example,
courts (but not classes or programs).

6. Budgeting input for facilities.

7. Délivering self-directed programs.?

8. Coordinating marketing.

9. Evaluating customer satisfaction.

10. Providing support for directed programs.

PILOT TEST OF THE RECREATION DELIVERY SYSTEM

The Strategic Planning, Finance, and Executive Committee of the
MWR Board of Directors endorsed the pilot testing of this program
at three Army installations. Due to the success of the pilot, the
concept is being applied across the Army.

The three installations that participated in the pilot were Y ongsan,
Korea, Fort Myer, VA; and Fort Knox, KY. Each of the pilot sites

3 Self-directed programs are unstructured, non-supervised programs. A facility and equipment is
provided; patrons can participate whenever the facility is available. Examplesinclude: racquetball
challenge court, playing billiards, doing your own oil change, renting outdoor equipment, checking out a
book.
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was provided with $150,000 APF to be used for costs other than
personnel or mgjor construction (e.g., training, promotions,
marketing, contracts) to test the model delivery system. (NOTE:
Only the pilot sites received start-up funding. Army-wide
implementation will NOT include start-up funding for installations.)
The pilot installations were required to submit a budget and
“indicators of success’ for approva by CFSC.

The results of the pilot test made it clear that the set of concepts on
which the Recreation Delivery System is based must be tailored for
each installation. This approach is not intended to be a “cookie
cutter” solution for Recreation. Some concepts will work better at
some installations than at others. Furthermore, installations are
encouraged to challenge themselves with difficult goals, but also to
recognize that change may be slower than anticipated. Staff
members may have a difficult time thinking about Recreation
broadly, that is, beyond their own activities and programs. Strong
leadership and motivation for change are necessary to implement
action plans that will move installations forward.
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CHAPTER 3

IMPLEMENTATION PLAN

The purpose of the implementation plan is to identify the actions or
steps required to orient the concepts of the Recreation Delivery
System to the installation. Asthe plan is developed, consider the
need for command and staff briefings, personnel alignment,
coordination with marketing functions (e.g., development of a
media plan), and restructuring of the program, facilities, and
organization to meet established goals.

THE STEPS TO CHANGE
Each of the anticipated steps has been included as a separate chapter in this Guide:

- Gathering data (Chapter 4).
- Informing Command of the Requirements of the Program
= (Chapter 5).

" - Developing an Installation Action Plan (IAP) (Chapter 6).

i} - Briefing the Command on specific steps
%g‘ identified in the IAP, including milestones

and resources required to meet those

steps (Chapter 7).

Implementing the IAP (Chapter 8).

Developing continuous evaluation strategies to maintain an
effective program (Chapter 9).

The keys to making changes are highlighted below.

THE KEYS TO CHANGE
The keys to making change happen at the installation include:

Understanding and accepting
employee concerns.
Recognizing the tools for
planning.

Accepting the ground rules to make change happen.
Emphasizing the fact that changes are coming.
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EMPLOYEE CONCERNS

It isimportant to recognize the concerns of the staff when they
learn about the potential for change. Types of concerns may
include:

1. Job security.

2. Programming concerns (e.g., doubts about selling unit
programming to commanders).

3. Anincrease in responsibilities without an obvious increase in
resources.

4. The perception that the current services and programming are
not broken, why “fix” them?

5. A general resistance to change.

TOOLS FOR PLANNING

To plan effectively, it isimportant  |=

to understand the organization as A
asystem. To create changein the

organization, one must give full ﬁﬂ @
attention to the forces that make a

system work:

1. Interrelationships between components of the system.

2. Interdependency of operational environment and organizational
culture.

3. Therole of leaders.

To ensure that change will be fully accepted within an organization:

Lo

The leadership must be committed for the long term.

2. The managers and employees must be enabled and empowered
to change.

3. Thefocus must be on processes.

4. Animplementation plan must be developed that includes
measurable milestones.

5. Management must be held accountable.
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GROUND RULES TO MAKE CHANGE HAPPEN

During the pilot testing of the Recreation Delivery System, ground
rules were established to make change happen.

1. No hidden agendas - the managers of the recreation activities
are the participants and should be the ones devel oping the plan.

2. Managers are the subject matter experts; trust the process to
get you to a plan.

3. Tota consensus (100%) is not required, a majority is sufficient
(80% rule).

4. Everyone owns the results.

5. Decisions are made for the good of Recreation, NOT individua
activities. We are responding to validated customer needs.

6. The concepts of the Recreation Delivery System must be
encouraged in the planning.

EMPHASIS ON THE FACT THAT CHANGES ARE COMING

As was mentioned earlier in this manual, there were numerous
imperatives for changing Recreation, including:

Declining resources.

Declining participation.

Inadequate facilities.

Inadequate staffing.

Community competition.

Lack of command support.

Lack of documented relevance to the mission.
Inability to quantify demands.

Failure to meet the needs of the military community.

CoNoOOA~WDN R

The process of implementing the RDS gives the managers an
opportunity to make decisions on changes, rather than having
somebody €else dictate changes. By making changes and becoming
more efficient, this process may help save somejobs. The
Recreation Ddlivery System does NOT necessarily mean eliminating
programs, but could increase the number of programs, and staffing
levels, based on customer demand. If income increases, there is the
potential to increase budget allocations for resources such as
staffing, equipment, and supplies. The goa of the Recreation
Delivery System is not cost avoidance, but more effective and
efficient use of resources.
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CHAPTER 4

GATHER DATA

In preparation for implementing the Recreation Delivery System,
the project coordinator and planning group are encouraged to
review the current status of Recreation on the installation. To do
this requires data gathering. The purposes of this step are to:

Collect data to identify what currently exists at the installation.
Determine what activities, programs, or services may be needed
or can be changed.

Consider goals for the future of the program.

Collect baseline data, for example, participation figures,
programs by activities.

Data should be gathered before, during, and after the
implementation of RDS. It isrecommended that data gathering
occur prior to the Installation Action Planning Workshop (Chapter
6) so that the planning group has current information for the
planning process. In addition, these data will be
used as a baseline measurement of the status of
Recreation prior to the implementation of the
RDS. As changes occur in the Recreation
activities, programs, and services, these data
should be monitored over time to understand the
impact of the changes. Monitoring these
changes will enhance your opportunity to meet
customer needs.

The following methods are recommended to
collect data at the installation:

1. Collect (hard) data about each of the
activities.

2. Visit each of the Recreation sites on post,
including any satellite or subposts associated with the main
post, to become familiar with existing activities and programs.

3. Review existing survey results (e.g., Leisure Needs Survey,
Survey of Army Families).
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In addition, during the Installation Action Planning meeting, the
Recreation Planning Questionnaire will be completed. Each of
these data gathering methods is described on the following pages.

COLLECT (HARD) DATA ABOUT EACH ACTIVITY

Data about each of the programs may be availablein a
number of formats. The types of information to review include:

1. Activity and facility information (e.g., the number of programs
by activity area; participation in each program)
2. Background, demographics, and marketing
3. Staffing

4. Financia

Information sources will include MACOM, the installation, and
CFSC'. Appendix A lists types and sources of data that might be
useful in this process. Thelist isintended to suggest sources, it is
not all-inclusive. Project coordinators should adapt the list to meet
their requirements. These data should be collected by the project
coordinators prior to the beginning of the Installation Action
Planning meeting, thus ensuring its availability to the planning
group.

VISIT RECREATION SITES ON POST

Prior to the beginning of the
Installation Action Planning meeting,
groups of 3 or 4 members of the
planning group can spend an afternoon
visiting facilities and studying existing
activity information to become familiar
with all aspects of the current
recreation system. Visit each of the .
Recresation sites on post, including any £\
satellite or subposts associated with

the main pogt, to observe the facilities, equipment, and usage.

During these site visits, ensure that you understand the hard data
reported to you. Ask any questions required to clarify or enhance
hard data. For example, if aerobic passes are sold at the gym (for
unlimited classes during a specified timeframe), and the manager

! CFSC-MK may be a source of information for Triennial Needs Assessment data.
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reports 1500 individuals are taking advantage of the classes, verify
whether 1500 is the number of dots that are occupied in the classes
during the reporting period, or 1500 individuals purchased aerobic
passes. (NOTE: With such a pass individuas can take several
classes during the specified timeframe.) (Appendix B provides
sample On-Site Data Gathering Checklist that can be used while
visiting sites. Add any questions to the worksheet that are
appropriate to the specific needs and conditions of the installation.)

A major emphasis of the Recreation Delivery System is customer-
driven programming. The site visit will provide an opportunity to
observe usage and operation of facilities during normal operating
hours. It isrecommended that all participants in the Installation
Action Planning meeting visit each Recreation facility prior to the
meeting to get familiar with the layout of the facility and each of the
MWR activities offered on-post. Groups of three or four members
of the planning group may choose to visit facilities at different times
to observe changes in the level of usage. If thereislittle or no
customer demand for the facilities to be opened during certain
hours, perhaps a change in operating hours should be considered.
On the other hand, if there is a higher demand than current staff can
accommodate, perhaps a change in staffing should be considered.

If there does not appear to be a focus on customer-driven
programming, attempt to determine what drives programming (e.g.,
the personal interests of the program manager). NOTE: Such a
determination may provide insight to the amount of resistance steff
will be likely to exhibit during this transition period.

Observe the current condition and anticipated usage of the facilities
and equipment. Depending on the age, condition, and level of use
of the facilities and equipment, the current resources may not be
adequate for the Recreation Déelivery System (e.g., the purchase of
new equipment may be needed).

REVIEW EXISTING SURVEY RESULTS

Itislikely that a number of surveys have been recently administered
regarding recreation on post. Examples of Army-wide surveys
include the Leisure Needs Survey and the Survey of Army Families.
Review the results that pertain to the installation. If the data are
available, compare them to the data available for the Army asa
whole. Thiswill give you insight into the current trends in
recreation, as well as how your installation differs from others.

In addition to the Army-wide surveys, review results from surveys
that are unique to the installation. The surveys may have been
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conducted by Marketing, specific activities or programs, or other
organizations on post.

When interpreting survey results, review the audience of the survey
and the return rate before determining how much the data can be
generalized. Can the target audience provide information about
users as well as non-users of Recreation programs? If the return
rate was small (e.g., under 50%), is there an explanation for the low
rate of return? These issues should be carefully considered when
interpreting survey results.

Additional surveys (or focus groups) to determine specific
customer needs may be needed.

COMPLETE THE RECREATION PLANNING QUESTIONNAIRE

During the Installation Action Planning meeting, the participants
will complete the Recreation Planning Questionnaire. The results of
this questionnaire will provide input from the planning group about
their perceptions of the current status of Recreation on the
installation. The Recreation Planning Questionnaireis printed in
the Facilitator Handbook (Appendix B).
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CHAPTER 5

INFORM INSTALLATION COMMAND OF THE
REQUIREMENTS OF THE PROGRAM

After becoming familiar with the mission, vision, and goas of the
Recreation Delivery System, and gathering data at your installation to determine its
current status with respect to the goals of the delivery system, brief the installation
command on the findings and imperatives for change with
requirements to initiate the process or refine the Delivery System at
theinstallation. (See Appendix C for asample briefing.)

Upper level support for changeis critical to the

success of the Recreation Delivery System, not

only command level but also DPCA, to ensure
participation of key individuasin the transition.

When the command has a thorough understanding of the need to
implement the delivery system, obtain the appropriate signature on
a Recreation Delivery System Action Memorandum. This action
memorandum highlights the imperatives for change, the need to
formulate an Installation Action Plan, anticipated key result areas,
and potential for significant changes within Recreation (e.g.,
expansion, reduction, or elimination of existing programs, or
introduction of new programs). In addition, it explains the potential
for arealignment of Recreation personnel, designated as program
staff and operations staff, and unit recreation specialists to assist
commanders in assessing unit and soldier needs through day-to-day
interaction. The memorandum concludes with a recommendation
to implement the process for the Army’ s Recreation Delivery
System. (Appendix D shows a sample memorandum; the content of
your memo should be tailored to the conditions at your
installation.)
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As part of thisinitial briefing, discuss the requirements and
expectations for an Installation Action Planning meeting, including
an overview of the:

Agenda
Participants
Support requirements

When approval has been obtained, proceed to developing an
Installation Action Plan, as described in the next chapter.
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DEVELOP AN INSTALLATION ACTION PLAN
(1AP)

The purpose of the Installation Action Plan (IAP) is to identify
specific activities that will enable the installation to implement the
Recreation Delivery System. In other words, the IAP isa local
map for the installation to follow. The actions outlined are
specific to the installation, and are based on data obtained during
the data-gathering step and on recommendations made by the
planning group.

RESOURCE REQUIREMENTS

The 5-day Installation Action Planning meeting is designed to be a
group process involving the Community Recreation Director
(CRD), Civilian Personnel Office (CPO), Services Division (SD),
Family Support, Marketing, Better Opportunities for Single
Soldiers (BOSS), and Recreation program managers, at a minimum.
Activity managers from satellite or subposts should be included as
appropriate. These personnel must be relieved of collateral duties
for these five days to encourage undivided attention to the planning
process. (NOTE: Itisbest to keep the group smaller than 20.)
You may find it particularly helpful to solicit the aid of a trained
group facilitator at your installation. In addition, itis
recommended that the DPCA participate (as a nonplayer) in the
introduction to the meeting, to show formal support of the process.
Secretaria support will also be needed to provide feedback to
participants throughout the meeting.

INSTALLATION ACTION PLANNING MEETING

The basic outline of the 5-day
Installation Action Planning meeting
is described below. (A detailed
agenda for the meeting is presented
in Appendix E.) The specific details
about the content and flow of the
meeting are incorporated in the Facilitator Handbook. The
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Facilitator Handbook has been written for either a formally trained
facilitator, familiar with the techniques for developing action plans,
or asupervisory level individual who has been tasked with the
responsibility of facilitating the meeting with the planning group.

—
E Facilities Review

Planning Questionnaire
Formative
External Evaluation

Threats

Internal

Strengths

Assumptions

Weaknesses Opportunities

Identify Key Result Areas/Goals J

Refine
Plan

Specify Key Actions and Tasks

( Draft Plan )

Brief Leadership
Implement Plan

Summative
Evaluation

The figure above is presented to provide an overview of the
meeting process. This characterization is designed to provide
participants with the “big picture” of the concepts and approach
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they will be using to develop an implementation plan for the
Recreation Delivery System.

Thefirst panel represents the activities that provide the context for
planning. Developing the context involves input from afacilities
review, the Recreation Planning Questionnaire, internal and externa
environmental scans, and the specification of planning assumptions.

The facilities review enables the planning group to develop an
understanding of the resources they have at their disposal, primary
markets, existing programming, and marketing efforts. The
planning questionnaire provides information on possible avenues for
expanding programming and facilities use. Analyses of the
strengths, weaknesses, opportunities, and threats (SWOTSs) and of
the assumptions provide both enabling conditions (i.e., positives
that exist internally and externally) and constraints (i.e., barriers
that exist internally and externally) on the planning process. When
trying to accomplish a specific god, it is helpful to have agreement
on arange of organizational characteristics. The plan assumptions
provide a means for continuing to assess key parts of the context in
the future.

The second panel depicts the planning process in which Key Result
Areas (KRAS) (i.e, general goals) are specified and Key Actions
are identified to meet those goals. As the process continues, these
plan elements are refined and agreed upon by the group. At the end
of this process, they become part of the draft plan that specifies the
goals, actions, outcomes, and measures of success.

The formative evaluation is designed to track the development and
implementation of the plan. This type of evaluation can help
provide information about how to improve the process and how the
implementation may have differed from the origina plan and
process. Outcomes of the Installation Action Plan are assessed by a
summative evaluation. This evauation will describe the success
and problems in implementing the specified actions and tasks.
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DAy 1

% The magjor activities scheduled for Day 1 are:
i‘k - A briefing to the planning group about the Recreation
Delivery System.
- Administration of the Recreation Planning
Questionnaire.
Teambuilding exercise.

Secretarial support should be available to help in consolidating
responses to the questionnaire. (Responses will be reviewed by the
entire group during the morning of Day 2.)

At the opening session of the workshop week, after being briefed
on the RDS, participants receive an introduction to the planning
process. The facilitator discusses the roles and responsibilities of
participants, meeting agenda, and expected outcomes of the
meeting. The group will participate in ateambuilding exercise.

DAy 2

To open Day 2, for 60 minutes the planning group will review the

Recreation Planning Questionnaire results. Each participant is

provided with a copy of the condensed results. These results

describe existing facilities and programs and the planning group’s

perceptions of needed changes and potential areas to expand
Services.

Next, the group works on an analysis of the strengths, weaknesses,
opportunities, and threats (SWOT) of the current Recreation
activities and their programs and services. For example, the
planning group might identify highly trained personnel as a strength
that will allow them to accomplish a wide range of new
programming; while a weakness that will have to be overcomeis
theinstallation’s lack of strong leadership to guide the RDS
process. An analysis of organizational strengths, weaknesses,
opportunities, and threats provides an assessment of the
installation’s Recreation program as it existstoday. Thisanaysis
provides a starting point to determine the gap between the
organization’s present capabilities and those desired by Recreation
customers. Throughout the planning process, the group will
develop strategies (Key Actions) and tasks that will facilitate
closing that gap and, thus, use the RDS to shape the future of
Recreation.
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After lunch on Day 2, the facilitator works with participants (for
approximately 30 minutes) to develop planning assumptions. Based
on the externa environmental assessment and the SWOT analysis,
the planning assumptions should be used to implement the
Recreation Delivery System at the installation. Examples of
planning assumptions might include:

APF funding for MWR will continue to decline.
APF staffing will not increase.
There will be increased competition from outside markets.

It isimportant to keep in mind that, over time, the validity of these
initial assumptions may have to be reviewed and, should they
change, changes to the plan may be required.

Following the development of the planning assumptions, the group
isintroduced to the Key Result Areas (KRAS) (approximately 60
minutes). Approximately 90 minutes will then be spent by the
group brainstorming opportunities to adapt KRAs to the
installation. For example, for KRA 1 (increased customer-driven
programming) the planning group might suggest that thereisa
demand for more customer computer training classes. Another
example would be to conduct neighborhood block parties as a non-
facility based program (KRA 3). (Note: Thiswill also support
KRA 1) Thiscross-wak between KRAs and programsis
acceptable, and to be expected.

The large group (that is, the entire planning group) is divided into
three small groups, each small group is assigned responsibility for
working on 2-3 KRAs. Small group membership should be
assigned in such away as to promote teamwork and cooperation.
Someone familiar with personalities, responsibilities, and politics at
the installation should work with the facilitator to ensure that group
assignments are appropriate. The day will end with the small groups
reviewing the brainstorming input, and developing 3-4 Key Actions
for each KRA, that is, activities targeted to achieve the desired
outcome for agiven KRA. The Key Actionswill be general in
scope, be stated as action statements, and include concrete means
of measuring performance. While discussing Key Actions, groups
will be encouraged to aso discuss potential barriers to performing
the actions.

Information from the brainstorming session can be used as input
into developing Key Actions. For example, referring back to the
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KRA 3 brainstorming input, a Key Action to help increase non-
facility based programming could be:

I mplement three community programsin the
neighborhoods, for instance, neighborhood block parties.

NOTE: Additiona KRAs that may be relevant to programming and
implementing the Recreation Delivery System at your installation
should be considered. Additional KRAs should specify issues
important to making the Recreation Delivery System effective at
your installation.

Day 3 begins with a continuation of the small group activity begun
late in the afternoon on Day 2. Approximately 90 minutes are spent
working on the development of Key Actions. Each group then
spends 15 minutes reporting their Key Actions back to the
large group, in abriefing format. All participants are
encouraged to ask questions and provide additional
input to add to or revise Key Actions.

The same small groups will then identify general measures of
success and potential barriers that may impede progress on the Key
Actions. At this point measures will be kept global in nature; they
will be specified in more detail when specific tasks are identified.

In the afternoon, the facilitator meets with the large group to
discuss the specifics of the action planning process. The small
groups are given responsibility for identifying supporting tasks,
measures of success, individual(s) responsible, timelines and (very
approximate) costs for each of the Key Actions they devel oped.
The remainder of the afternoon is spent in this small group activity.

Example: KRA 1--Increase customer-driven programming.

Key Action: Determine methodology and implement process to
assess customer interest.

Measurement. Three new programs are developed quarterly
that meet market interests.

Possible Barriers: Staffing, budget, facilities, and equipment.

Costs. None (for all except executing new programs).
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Who: Program team.

Tasks:

Review Triennial Needs Survey, focus groups, and
usage demographics.

Analyze interests of unit recreation points of contact
(POCs), BOSS.

Integrate information into programming planning
process.

Execute programs to target specific market needs (e.g.,
river rafting, overnight tours, coed softball, craft fair,
book fair, first night festival).

DAy 4

The majority of Day 4 is spent continuing to identify the specifics of
the action plan. The facilitator works with each small group as
much as possible to ensure tasks are clearly delineated, appropriate
individual (s) are identified as being responsible for tasks, and
timelines and measurements are appropriate. In the
afternoon, plans are finalized and put into a briefing
format. (Appendix Fisan example of an Installation Action Plan.)

DAY 5

On the morning of Day 5, a spokesperson for each small group
briefs the large group on their KRASs, Key Actions, and tasks. The
facilitator helps to work through any issues that arise until the
majority (at least 80%) of the large group agrees. * One or two
individuals are selected from the large group to
brief the DPCA and Command on the First Official
Draft of the Action Plan. The workshop is then closed.

FOLLOWING THE MEETING

Day 5 may end at noon. If so, the facilitator or project coordinator
may take this afternoon to work with the identified briefer(s) to
prepare for the briefing. If thereis not time on Day 5, this activity
should occur as soon as possible after the completion of the
meeting. (NOTE: A time for the DPCA outbriefing should already

! In addition, it may be beneficial to have the Assistant Director for Commuity and Family Activities
(ADCFA) sit in on this exercise to help work through potential issues of concern to the DPCA.
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have been scheduled by the project coordinator.) Preparation may
include development of briefing dides, clarification of any issues the
briefer(s) is not sure about, or practice with delivery. Itis
important that the briefer(s) understand the KRAs, Key Actions,
and tasks well enough to answer questions that come up during the
briefings.



Chapter 7

CHAPTER 7/

BRIEF THE COMMAND ON SPECIFIC STEPS
IDENTIFIED IN THE |AP

Installation Command must be briefed on the Installation Action
Plan, including milestones and resources required to meet those
steps, to gain their approval. The recommended steps leading to a
successful briefing include:

1. Identify appropriate commanders to be briefed (e.g., DPCA and
Installation Commander).

2. Learn the appropriate level of detail to include in the briefings,
including the anticipated length (of time) for the briefing.

3. Select up to two participants in the |AP meeting to brief the
Pan.

4. Ensure the briefers are properly prepared to brief.

5. Conduct briefing(s).

6. Follow up, asrequired.

Each of these stepsis explained below. More general guidelines for
making presentations are presented in Appendix G.

IDENTIFY APPROPRIATE COMMANDERS TO BE BRIEFED

Depending on the chain of command at the installation, the
appropriate individuals to be briefed may be the DPCA and the
Installation Commander.

LEARN THE APPROPRIATE LEVEL OF DETAIL TO INCLUDE IN THE
BRIEFINGS

Depending on the wishes of the DPCA, this briefing may be 60
minutes to two hoursin length. Briefers should expect to brief the
plan in detail, including highlighting Key Tasks throughout the plan.

The command briefing may be abbreviated in length. It may last 15
to 30 minutes, depending on the management style of the
commander. The information presented may be at a much more
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general level than what was presented to the DPCA, if appropriate.
Appendix H is an example command outbrief.

SELECT UP TO TWO PARTICIPANTS IN THE IAP MEETING TO
BRIEF THE PLAN

Select one or two | AP meeting participants to brief the plan to the
DPCA and installation command. It isimportant that participants
brief the plan to ensure a sense of “ownership” of the plan.
Although it is not required, it is likely that the most appropriate
candidates to conduct the briefings are those individuals who have
briefed the large group during the week. Be sensitive to the
importance of selecting briefers who can speak for the group
regardless of whether they agree with the group decisions. If the
briefer has a significant, personal agenda, or objects to the issues
included, the briefing may be * skewed”.

ENSURE THE BRIEFERS ARE PROPERLY PREPARED TO BRIEF

Decide who wants to brief which KRASs. Briefers should present
the KRAs with which they feel most comfortable. In some cases, it
may help the briefersif related topics are assigned to the same
briefer.

Ensure briefers are clear on key concepts. Clarify operational
issues (e.g., how teams will function, who will be in charge of
teams). However, thisisabriefing, therefore it should be kept
short.

Reassure briefers that they do not need to answer every question.
Emphasize that if they do not know the answer, they should not
give an answer; they can ask the group for help, as appropriate, or
ask for a“due out” and provide an accurate answer later. In
addition, emphasize “Don’t give your thoughts -- give the group’s
thoughts!”

Encourage briefers to make note cards or write notes on briefing
charts, if desired. Assign one of the briefersto check spelling and
figuresthat are included on the overheads. If they express an
interest in meeting prior to the briefing(s) to practice, schedule a
time to meet with them.
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MATERIAL REQUIREMENTS

Identify materials required for the briefing. Put someone in charge
of materials (e.g., making flipcharts or vugraphs, ensuring an
overhead projector is available, and bringing the materials to the
briefing). Prior to the presentation check the equipment and
overhead alignment so that adjustments can be made if needed.

PREPARING FOR THE DPCA BRIEFING

Overview the briefing process, including the information that will

be presented to the DPCA. (Ensure sufficient copies of the briefing
are prepared if they are to be used as handouts.) Tell the briefers
where the briefing will occur; provide them with directions, if
necessary. Review the expected physical layout of the room,
including seating arrangements and the location of the projector and
screen (if appropriate).

Preview dlidesfor DPCA briefing; discuss the physical layout of
the dides. Note whether each Key Action is presented on a
separate page. If possible, include a paper copy of each dide
between vugraphs. This prevents static buildup in vugraphs and
provides a backup copy of the briefing.

(NOTE: Inthe event that questions are raised regarding the
installation command briefing, it is helpful to preview dides for that
briefing with the briefers. These dlides should conform to the
commander’ s briefing preference, such as desk top, flipcharts, or
vugraphs. Highlight the difference in the level of detail and time
allotted for the two briefings.)

Review the draft of the plan with the briefers. Thiswill help keep
them informed, and may facilitate answering questions during the
briefing process.

Discuss questions, concerns, or anticipated questions and issues
likely to be raised by audience. Practice responding to questions
(e.g., knowledgeably, professionally, confidently, or redirecting
guestions).

PREPARING FOR INSTALLATION COMMAND BRIEFING

Note that if DPCA had concerns, the Installation Action Plan will
berevised. This may have an impact on early drafts of the
Installation Command briefing. 1n addition, if due-outs were
proposed by the DPCA, they should be included in this briefing.
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Genera preparation for the Installation Command briefing will be
similar to the preparation for the DPCA briefing:

Ensure briefers know when and where the briefing will occur.
Preview dides for presentation, spelling, correct figures.
Discuss questions, concerns, or anticipated questions or issues
to be raised by audience.

Practice handling questions.

Note that this briefing does not include the same level of detail as
the DPCA briefing included.

CONDUCT BRIEFING(S)

The DPCA briefing itself will be prepared by the end of the IAP
meeting. Make minor revisions, asrequired. (For your
convenience, genera guidelines for making presentations are listed
in Appendix E.) Based on the outcome of the DPCA briefing,
revise the briefing to an appropriate format to use with the
Installation Command.

DPCA BRIEFING

Depending on the wishes of the DPCA, this briefing may be 90
minutes to two hoursin length. Briefers should expect to brief the
plan in detail, including highlighting key tasks throughout the plan.

LOGISTICS

Briefers should not read tasks -- they are written on the page. |If
they feel aneed to read anything, they should read the Key Actions.
If desired, one briefer may flip dides for the other briefer; however,
briefers should take care to not cross in front of screen. When
ready for the next dide, the briefer should say “next dide, please’.

PURPOSE

The DPCA will essentially receive an outbrief of the Installation
Action Plan. The plan identifies Key Actions, defines measures of
success, and assigns responsibility for performing the Key Actions.
In addition, estimated costs will be presented. (Explain cost
breakouts.) The plan may not be perfect, but it received at least
80% approva of IAP group participants. Briefers were selected by
the group to brief and obtain approval for the plan (i.e, thisisa
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decision brief). It should be emphasized that the information
presented hereisjust a“best guess’ based on knowledge available
to the group and it is open to discussion.

DISCUSSION POINTS

The main body of the briefing will include a number of discussion
points. In theintroduction to each Key Result Area (KRA),
briefers should define what the KRA means and how it is different
from the others. In addition, briefers should explain the thought
processes the group experienced in devel oping the actions and tasks
asthey are presented in the plan. Other issues to discuss include:

How will the action or task be carried [ — ]
out? —
What is the result of the action/task?
How will it benefit the command?

How will it benefit the community?
How will it benefit the customer?

Do you anticipate any changesin the
environment that will have an impact on
the task?

CLOSING THE BRIEFING

Indicate that the briefing is finished, and invite questions, if
appropriate. Remind the DPCA that thisis adecision brief, and

ask for approval to either brief the plan up the chain of command or
implement it.

POTENTIAL QUESTIONS

Are you looking for my approval?
Explain how the program and facilities teams will operate.
P Who will be in charge of them?
P How many people on each team?
P How will membership be determined?
P Will each facility have a member on the facilities team?
P How will the teams interact?
Can you redistically meet the timeline defined in the plan?
P Are the dates synchronized across tasks?
b If they are not (because you were waiting for approval
on concepts before “fine tuning” dates), identify key
dates for higher level command approval.
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Have you given any thought to budget requirements to
implement the plan?

P Ensure the budget requirements are synchronized with
the budget cycle (e.g., potential for decisions regarding
closures of facilities).

Do you anticipate any problems in implementing the plan?
Will this require more staff?

The DPCA islikely to make recommendations for briefing the
installation command. Note that the installation command briefing
may require read ahead materials.

INSTALLATION COMMAND BRIEFING

The Ingtallation Command briefing will be abbreviated in length.
This briefing may last 15 to 30 minutes, depending on the needs of
the command. The information presented will be at a much more
general level than what was presented to the DPCA.

FoLLow UP, As REQUIRED

The Command will provide feedback if the briefing does not meet
their needs. Revise the Installation Action Plan, as appropriate.
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IMPLEMENT THE
INSTALLATION ACTION PLAN

Transitioning to the RDS requires implementation of the
Installation Action Plan. This chapter provides an overview of the
recommended methods for implementing the plan. Exact
implementation procedures may vary depending on installation
needs; however, successful transition to the RDS will be
characterized by specific outcomes. Examples of successful
outcomes' include:

Increased participation in recreation programs and activities.
Increased efficiencies of staff and facility usage.

Integrated programming.

Provision of more and better quality services.

Increased non-facility based programming.

Establishment of an outreach program to soldiers, units, and
organizations.

Repositioned programs to better meet customer needs.

IDENTIFY SPECIFIC MILESTONES AND METHODS OF EXECUTING
THE TASKS

When the Installation Action Planning meeting is over, the hard
work begins: trandating the plan into actions. Although the tasks
may have appeared to be fairly specific during the planning meeting,
you may soon redlize they were not comprehensive enough to
implement as written, and more specific steps must be formulated.
Two activities will help you get started on the responsibility of
implementing the Installation Action Plan: creating a milestone
chart, and creating an execution plan.

! Additional outcomes and measures will be developed in coordination with the RDS Accreditation
Program.



CREATE A MILESTONE CHART

A milestone chart can be designed to break each task into specific
steps. For example, if thetask is“to develop and implement an
internal survey to identify the community’ s needs for recreation
programs,” you may realize that task will take about six months to
complete, but what steps will have to be taken? Who is responsible
for performing them?

Task # | Deliver Responsible | Jan ## Feb ## Mar ## Apr ## May ## Jun ##
\ Person
Month
111 Jun ## Chief of Develop | Obtain Start Cut off for | Consolidate | Action
Marketing special approval, | receiving | survey and pass complete
survey print and | surveys receipt datato
for Rec distribute activity
programs | survey managers
112 Oct ## CRD Receive
data from
Marketing
and brief
DPCA
CREATE AN EXECUTION PLAN
The execution plan lists the task number, action taken, date tasked,
person responsible, suspense date, and remarks. Thisform
provides away to track progress on the Installation Action Plan.
Task | Action Taken Date Tasked Person Suspense Remarks
# Responsible Date
1.1.1 | Distribute survey Feb 15 Marketing Chief Mar 1 Completed, results
forwarded to CRD
1.1.2 | Brief DPCA/ADCFA Jun 1 CRD Jun 15 Scheduled for Jun 8

ENSURE STRONG LEADERSHIP OF RDS IMPLEMENTATION

DECISIONS

SUPPORTIVE LEADERSHIP

The support of installation leadership is vital to the success of RDS
implementation. The support can be manifested in a number of
different ways. For example, installation command must recognize

the key tenets of the RDS (e.g., customer-driven programming) and
ensure they are placed in high priority when there are conflicting
demands for time and resources. Furthermore, when command

verbally recognizes and acknowledges changes being made by staff,




this has a positive impact on staff morale. It isimportant for staff
to know the command structure recognizes the changes as positive.

Additionaly, it is critical that the project coordinator understands
the mission, vision, and goals of the RDS. Implementation of RDS
is much more than simply “checking off” the tasks accomplished in
the Installation Action Plan. Successful implementation includes
training and motivating staff to achieve the goals of the program
continuougly over time.

A SYSTEM OF ACCOUNTABILITY FOR MAKING CHANGE HAPPEN

WHO’s IN CHARGE?

Having the ADCFA or DPCA in charge of overseeing progress on
implementation of the plan ensures greater cooperation from
resistant staff.

INTERNAL REPORTING REQUIREMENTS

After the individua who has the ultimate responsibility for
implementing the Delivery System has been determined, it is
important for that individual to receive regular status reports on
progress and to have a realistic understanding of the “burden”
placed on staff to implement the changes. Internal reporting
requirements at the installation should be met. They may include:

Weekly written reports.
Monthly oral presentations of progress.

Weekly written reports can be “roll-ups’ from activity managers or
team members to the project coordinator. The project coordinator
may wish to summarize the information and forward it to the
ADCFA or DPCA.

Monthly oral presentations of progress should be made by the
individual responsible for each task. Such arequirement islikely to
ensure that resistant staff members complete their tasks, in contrast
to reporting to their superior that no progressis being made.



KEEP THE LINES OF COMMUNICATION OPEN

Keeping the lines of communication open with installation
command, MWR staff, and customersis critical to the success of
the RDS. Staff should be fully informed of the implications of
changes on their jobs, both short term and long term. In addition,
installation command should be kept informed on the overal
progress of implementation and any barriers encountered.

Furthermore, communication between the program team and the
operations team must occur in both directions--that is, neither team
should be dictating roles or responsibilities to the other team.
Teams should work together and communicate with each other in
such away that all staff fedl they have valuable contributions to
make to the success of Recreation at your installation. It may help
to have team staff meetings regularly. In addition, teams should
have an opportunity to meet with each other on aregular basis.
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ENSURE STAFF HAVE APPROPRIATE TRAINING
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With the implementation of RDS, Recreation staff may need
additional training. For example, if they have not experienced
working on teams, perhaps some teambuilding exercises would be
useful. Furthermore, with RDS they are being asked to become
generaligts, rather than specialists in one particular area of
recreation. Generalized cross-training has proven useful with the
implementation of RDS. Benefits have included an increase in staff
knowledge about Recreation offerings, and an increased
appreciation and recognition of staff knowledge, skills, and abilities.
Job specific training may also be required if staff members are being
given new responsibilities or asked to work with new technology.

Training can be either formal or informal. Formal training courses
(e.g., CFSC Training Center), participation in CFSC sponsored
conferences (e.g., Programmers Workshop, NRPA), on-the-job-
training (OJT), and mentoring have all proven useful for Recreation
staff. Based on staffing and budgetary considerations, select the
most appropriate training method to meet the needs.



PROGRESS TOWARD THE KEY RESULT AREAS

ESTABLISHMENT OF PROGRAM AND OPERATIONS TEAMS

Detailed descriptions of the program and operations teams were
presented in Chapter 2. Installations that have established such
teams have found them to be beneficial. The benefits, aswell as
some key lessons learned while establishing the teams, are
highlighted below.

BENEFITS OF TEAMS

Installations that have set-up a program team report a number of
benefits. Such ateam has been found to --

Allow programmers to focus on programs without the
distraction of facilities operation.

Result in an increase in customer-driven programs.

Result in an increase in program planning and organi zation.
Result in an increase in professional program execution.
Provide a staffing pool for large events.

Provides an environment conducive to a creative exchange of
idess.

Provide an informal forum within which possibilities can be
discussed.

Help avoid program duplication.

Benefits of the operations team include:

Cost savings through shared staffing and efficient operation of
facilities.

Enhanced customer service and on-site support.

Flexibility in staffing through centralized facility staffing
schedules.

Dedicated staff for equipment and facility maintenance.
Staffing pool for large events.

TEAM CHARTER(S)

If you decide to establish a program team and an operations team,
begin by drafting team charters based on the program team and
operations team descriptions presented in Chapter 2. Upon
selection of team members, the teams can work together on refining
charters and team responsibilities.



Asteams work together to develop charters, they should also work
on identifying and establishing processes to accomplish team
responsibilities. Teams should be cautioned against assigning
specific areas of expertise (e.g., Arts and Crafts or ODR) to
individuals. Teams who have made such assignmentsin the past
have found it difficult to work as a team, in other words, they were
prone to continue working asindividuals. Overal, staff should be
transitioning from specialists to generalists that can flexibly
accommodate the recreation needs of the customers. This may
require significant coaching on new responsibilities. As discussed
in an earlier section, training (both formal and informal) is likely to
play arole in making a successful transition.

SELECTION OF TEAM MEMBERS

Selection of program and operations team members should be
carefully considered. Team assignment will account for 100% of
assigned duties. Assignments should be based on staff
qualifications, experience, and interest.

Program Team

Program
Team

The number of staff assigned to the program team should be
proportiona to the responsibilities of the team. Management
should provide ample staff to accomplish the
mission of the team. In generd, itis
recommended that the program team should
consist of at least 5-12 program planners and
providers,? with a minimum of one staff member for each activity.
Thisratio can be shifted depending on installation needs. Be
aware. Ateam as small as 2-4 programmers may be destined to
failure!

The program team members should have a broad range of
experiences. College interns can be used to supplement the
program team staff; however, they should not fill a permanent
team member slot. Members should be chosen so that the
program team has the following expertise and capability:

Planning directed programs, including logistical support
Coordinating contracts for programs or services.
Assuming responsibility for registration of participants.
Conducting the program, if appropriate.

Volunteer recruitment

Event publicity (in conjunction with marketing)

2 Thisis considered to be the equivalent to 5-12 person years. |If part-time staff are included on the team,
they should be supplemented with other part-time staff to ensure the equivalent of a full-time person year.



Finding out what the market wants and coordinating with the
Marketing Division for directed programs

Skill instruction

Partnering with the local community

Cooperating with the operations team

Preparing cost analysis and pricing for directed programs.
Evaluating customer satisfaction

Operations Team

The operations team should have as
many staff members asis necessary to
accommodate the total number of
operating hours of recreation facilities
on post. Operating hours should be
based on customer recreational needs (KRA 2). Team members
should have expertisein:

Operations
Team

Informally finding out what the market wants and

communicating it to the program team.

Operating the indoor and outdoor facilities, courts, and fields.

Maintaining equipment; coordinating facility maintenance and

repair.

Coordinating and cooperating with the program team

Making facility reservations inherent to the facility, for example,

courts (but not classes or programs).

Interacting with customers

Collection of feesfor specific facilities (e.g., auto bay rental,

not classes conducted in auto bay)

Delivering self-directed programs.®

Providing support for directed programs.

Requisition of supplies and equipment

Arrangement of furniture and equipment for recreational events

Developing budgets

Coordinating marketing.

Evaluating customer satisfaction.
They should also have flexibility to work in various facilities
depending on the requirement for activities; duty station will be
determined by customer demand and programmed activities.

3 Self-directed programs are unstructured, non-supervised programs. A facility and equipment is
provided; patrons can participate whenever the facility is available. Examplesinclude: racquetball
challenge court, playing billiards, doing your own oil change, renting outdoor equipment, checking out a
book.



SETTING UP THE TEAM(S)

Work with CPO to detail team members and to develop classified
job descriptions. CPO can provide other valuable advice
throughout this process, including notification requirements for
staff changes. Staff members could be realigned to fill unclassified
sets of duties until official positions, or classified generic job
descriptions, are established.

Some teams have found it useful to write a mission statement when
they are created, to clearly define their role in implementing RDS
and the goals of the team, as well asindividual roles and
responsibilities. Doing this gives them a definite direction toward
which to aim their efforts. Because their roles may broaden over
time, a periodic review of the mission statement would be
advisable.

STAFFING

All staff should recognize the need to maintain flexible schedules to
accommodate program and facility needs. In other words,
customers are often available for recreation programs during
evening and weekend hours. When programs are scheduled during
these time periods, staff must be available to implement the
programs. Scheduled work hours cannot always be 8 am to 5 pm
when your focus is meeting customer needs. An effort should be
made to schedule staff meetings and training activities at reasonable
times to accommodate staff who are working split or late shifts.

HOUSING THE TEAM(S)

The program team and operations team director should be housed
in an areathat isisolated from the traditional day-to-day
responsibilities of program and facility management. Removing the
members from the mainstream of activity ensures they will start
working as ateam rather than being distracted by prior
responsibilities.

INCREASED CUSTOMER-DRIVEN PROGRAMMING

As soon as customer input is available, program planning should
begin. Do not be concerned about large scale programsiinitially,
just start programming. Think creatively! Do not let yourself be
tied to traditional programming ideas --try out new ideas and
concepts! Let the customer interests drive the programs! The only
limit to the programs should be the imagination of the
programmers.



To ensure customer-driven programming it is critical that there be
regular contact with the primary customers, the military units and
community groups. A relatively quick way to identify customer
interests and needs is to make personal contact with the units. A
Recreation programmer should be named to be the unit recreation
specialist who works with the unit. Work with the unit to identify a
member who will be in contact with the unit recreation specialist on
aregular basis. Appendix | contains an example of a briefing that
can be used as a preliminary RDS briefing with the unit. 1f unit
recreation specialists are not trained to conduct focus groups, it
would be helpful to provide that training. With skillsin focus group
facilitation the specialist will be able to work with the units to
identify their Recreation interests and needs and determine the best
methods to meet those needs.

Several Army-wide surveys may aso provide input on customer
interests and needs. These surveys include Leisure Needs Survey,
Survey of Army Families (SAF), and Sample Survey of Military
Personnel (SSMP). Additiona site-specific data may aso be
obtained through local surveys, customer comment cards,
observations, telephone “hot-lines’, and exit interviews.

Rec Trac! data can be used to supplement other data, if available.
(NOTE: Rec Trac! isatool that can be used to support the RDS,
but it should not be considered to be RDS! It is no more the new
recreation delivery system than any other software program is
RDS!) Furthermore, it isimportant to recognize that Rec Trac!
data are likely to be available for existing Recreation customers. It
is important to include data from as many authorized patrons as
possible, and not limit the focus of the customer-driven
programming to current customers. As mentioned in the KRA
regarding integration of programming, emphasis should be placed
on expanding servicesto all authorized patrons, and providing
services to small and targeted market segments.

Several of the KRASs provide direction and guidance regarding
developing customer-driven programs. Customer-driven
programming, non-facility based programming, integration of
programming and active pursuit of oursourcing opportunities are al
interrelated. They are all meansto provide customers with services
they want. Each method of providing services has its own
advantages and can be used in different situations. Customer-
driven programming should be viewed as the over-riding goal.

NON-FACILITY BASED PROGRAMMING

The emphasis on non-facility based programming can allow
programmers to become creative and open new opportunities that



have not previoudly been explored. Opportunities may include
establishing partnerships with off-post agencies, outsourcing with
agencies for which there is no in-house capability, or arranging
other off-post programs (e.g., a series of tours to the Civil War
battlefields).

MORE EFFECTIVE USE OF FACILITIES

The effective use of facilities can be analyzed and potentially
improved in a number of ways. Under utilized space may imply
“excess space” that can be shared with other organizations; or it
may imply a need for additional or more creative programming to
bring in new customers or new market segments. If this does not
appear to be the case, consolidation or closure of facilities should
be serioudy considered.

INTEGRATION OF PROGRAMMING

Integration of programming requires establishment of cooperative
agreements with other on-post organizations (e.g., MWR activities,
on-post private organizations, schools). Consideration should be
given to adapting existing programs to meet new market segments,
combining programs for one large event, and establishing a central
information and registration system.

ACTIVE PURSUIT OF OUTSOURCING OPPORTUNITIES

For further information about outsourcing opportunities, contact
the Chamber of Commerce for availability of programs or services
inyour area. In overseas |locations, SOFA agreements should aso
be consulted.

INTERNAL PROMOTIONAL STRATEGIES

Regardless of how wonderful the programs and services are at your
installation, enhanced advertising and promotional activities are
necessary to ensure customers are aware of the offerings. In this
KRA, you may wish to develop and implement a comprehensive
internal marketing plan that includes a focus on maximizing use of
available media. A promotiona strategy directed toward staff
might include monthly CRD training workshops to educate all staff
members about programs. Promotional strategies directed toward
educating the community about MWR offerings (e.g., MWR
videos, presentations, brochures) should also be considered.

IMPROVED SUPPORT SERVICES



A number of support services are necessary to ensure the success of
the Recreation program. At a minimum, consider ways to improve
the following services at your installation: data processing,
procurement, outdoor maintenance, commercial sponsorship,
commercial advertising, and registration.

BE FLEXIBLE AND CREATIVE ENOUGH TO OVERCOME BARRIERS

STAFF RESISTANCE TO CHANGE

Some level of resistance to change can be healthy. Resistanceto
change isthe result of a sense of security, stability, and
predictability in one'sjob. Overcoming resistance should be done
with respect for the individuals involved. Help resistant staff
members to be aware of their resistance and to learn fromit. Inthe
extreme case, resistance can block the organization’s ability to
survive.

Build in some time for change management throughout the
organization. Some stability throughout the change processis
important. If everything changes at once, staff members will not
feel safe enough to let go of the old methods and embrace the new
methods. Change should occur in logical steps. Keep staff
members informed of the process and rationale for change. Solicit
their approval and buy-in, as appropriate.

A DROP IN MORALE

Regardless of how supportive and cooperative staff are to the
changes, they will experience some frustrations and set-backs along
theway. Itisimportant to recognize and reinforce hard work and
successes--regardless of how small. Consider developing a system
of positive reinforcement, awards, or rewards for staff. Staff
morale can be a key to successful implementation of RDS.

FEAR OF ESTABLISHING NEW PROCEDURES

Early in the process, staff may be unsure about which changes are
appropriate, or meaningful to their new responsibilities. Some staff
members will feel more comfortable if they are given a directive as
to what changes are expected, as opposed to being asked for their
input. The project coordinator should be very clear that their input
isimportant and vital to the success of the RDS. They should be
reminded that the transition to the RDS will be exactly that: a
trangition! There will be a need to periodically reevaluate new (and
old) processes and proceduresin all aspects of the organization.
Therefore, staff should not be afraid to develop a prototype
procedure. They should be encouraged to express their ideas



openly, with the expectation that new processes and procedures
will evolve over time.

IMPRACTICAL TASKS

Inevitably, installations try to implement their Installation Action
Plan and discover that one or more of the tasks are smply
impractical, or impossible to accomplish. Because staff are
generating tasks in a planning session, and don’'t aways have time
to think through the details or implications of each task, thisis not
surprising. When this occurs, it isimportant to reevaluate the task
in light of the overall goals of the Key Action, Key Result Area, and
potentially even the RDS. If necessary, restate, rephrase, or replace
the task with another task. If thetask is ultimately deemed
unimportant, or unnecessary to achieve the intended results, delete
the task. Remember: Successful implementation is more than
accomplishing individual tasks! Success should be based on
overall accomplishments in each of the Key Result Areas!

LACK OF TEAMWORK AMONG STAFF, OR INAPPROPRIATE
INTERACTION BETWEEN TEAMS

The concept of teamwork should be stressed regularly! As
responsibilities change, staff members need some time to
understand their new responsibilities, and begin thinking in terms of
team accomplishments, as opposed to individual accomplishments.
Teambuilding exercises or workshops may be helpful, but should
not be the only methods used to establish teamwork.

In addition to functioning as ateam, it may take some time for
multiple teams to learn how to interact with each other. Clear
delineation of roles and responsibilities of each team should be
established early in the process. Team charters should be reviewed
regularly to determine whether they are appropriate, or whether
thereis aneed to realign responsibilities. Input should be solicited
fromall teams!

LACK OF PROGRAMMING KNOWLEDGE AND EXPERIENCE

Implementation of the RDS may require a heavier emphasis on
programming than the norm at your installation. Even staff on the
program team may be ill-equipped to handle the programming
demands. Provide as many developmental opportunities as possible
for the programmersto increase their knowledge, skills, and
experience. Conferences and opportunities for the program team to
interact with program teams at other installations expose
programmers to new ideas. Furthermore, exposure to recreation
opportunitiesin the local community may stimulate new



BE PATIENT!

programming ideas. If the team is severely lacking in programming
knowledge and experience, consider bringing in new staff at the
earliest opportunity. For example, college interns may provide
enthusiasm and program expertise if given the opportunity.

Based on the results of the pilot-test, it can take up to two yearsto
see significant progress in each of the KRAs. However, thisis not
to say that you should delay or postpone work in any of the areas.
The point is, you need to recognize that change takestime! You
should see some evidence of progress much earlier than two years,
but that evidence may not be in terms of the KRAs. Much of the
start-up time may be consumed in restructuring into the teams,
learning responsibilities, and how the new system will operate. Itis
after this transition that the real progress becomes evident.
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CHAPTER 9

DEVELOP CONTINUOUS EVALUATION
STRATEGIES TO MAINTAIN AN EFFECTIVE
PROGRAM

Continuous assessment of the Delivery System is comprised of:

Evaluation of the program implementation.
Evaluation of program results.

Each part of this measuring process is described below.
EVALUATION OF PLANNING PROCESS

Implementation of the planning process should be evaluated to
determine whether the RDS was implemented according to the
originally designed process (Implementation Action Plan). Several
methods are recommended to assess accomplishment of those
goas. These evauations should be made soon after the planning
process, to alow any remedial activities (e.g., clarification of action
plan goals) to be taken.

OBSERVATIONS BY THE WORKSHOP FACILITATORS

Workshop facilitators can make objective judgments as to whether
the workshop was completed according to the Facilitator
Handbook. While all installations will develop dightly (or
extremely) different final action plans, the planning workshop
should be conducted using the standardized format.

Facilitators may also consider the strengths and the weaknesses of
theinstallation. By identifying strengths, the workshop planning
group can be guided to capitalize on, and develop chalenging goals
in their strongest areas. It will also be beneficial for facilitators to
encourage more detailed and concrete plans being madein areasin
which the installation is weaker. By anticipating those aspects of
the plan that may be most difficult to implement, potential barriers



Chapter 9

and roadblocks can be identified during the workshop and the
planning group can help resolve problems.

REVIEW OF IMPLEMENTATION ACTION PLAN

Throughout the workshop, facilitators should be monitoring the
action plan that is being developed. Isit achallenging, yet feasible,
action plan which establishes goals and objectives? During the
workshop will be the easiest time to redirect plans to ensure that
the resulting action plan devel ops challenging new goals, while aso
being feasble.

EVALUATION OF PROGRAM RESULTS

What are the results of the newly designed program? To evaluate
RDS progress, criterion measures need to be defined that will
indicate success. These measures of success are developed during
the AP workshop. Baseline data provide information about how
Recreation is performing in identified areas, prior to implementing
the RDS. Thisinformation should be used to monitor RDS's
impact on performance. The following methods are recommended
for collecting evaluation data:

Quarterly reports.

After action reports.

Focus groups with workshop participants.
Focus groups with customers.

BASELINE INFORMATION

As noted, baseline data provide information about how Recreation
is performing prior to the implementation of RDS. This
information should be collected prior to RDS implementation.
Data should be collected on those criteria that will be used to
indicate success defined in the lAP. For instance, if one goa isto
increase the number of new programs developed in each activity
area, pre-RDS levels of programming should be recorded for each
activity. Other data which may be important include:

levels of program participation.

costs associated with implementing programs.

costs associated with operating each recreation facility.
level of customer satisfaction with programs.
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These baseline data should be used to monitor progress toward
RDS goals.

QUARTERLY REPORTS

A compuiter file can be developed that prompts the user for the
status of the action plan tasks, by listing the actions taken to
accomplish each task. Sites are requested to specify the POC and
the date tasks are completed, as well as any barriers encountered in
accomplishing the task and what actions were taken to overcome
the barriers. This method can be used to collect information about
Action Plan results. Thisinformation may be valuable for
installation commanders in determining allocation of resources.

Task Task Status - actions taken to POC Date Completed
Number accomplish the task
111 Conduct focus -Coordinating with marketing to | John Smith In progress
groups to determine | target customer market areas, and
customer needs to develop focus group questions

-Conducted one focus group with
retirees, and one scheduled with
single soldiers

Barriers encountered

Actions to overcome

Coordinating focus group questions with other
survey questions so as not to be redundant and

overtax the customer.

AFTER ACTION REPORTS

After Action Reports provide arecord of new programming. In
addition to providing atally of new programs (to compare to action
plan goals), thisinformation can be used by other installations as
examples of programs that have proven successful. This method
can be used to collect information about new programs, and can be
reported out to installation commanders or the DPCA to show
RDS progress.

Focus GROUPS WITH THE PROJECT DEVELOPMENT TEAM

Focus groups with the project development team -- that is,
information gathered from open-ended, discussion questions, will
indicate how the action plan is being implemented, and the
perceptions of the staff who are most directly affected. The
guestions also gather information about progress in the Key Result

Combine target markets into single focus group sessions.
Conduct focus groups quarterly with different target markets.
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Areas and, as such, will provide useful information regarding
progress on action plans. Information collected with this method
describes action plan results, attitude of staff to RDS, and
obstacles and success of RDS implementation. (Sample focus
group guestions that can be used with the project development
team are presented in Appendix J.)

Focus GROUPS WITH CUSTOMERS

Focus groups with Recreation customers will be critical at the early
stages of the RDS implementation. The purpose of these groupsis
to identify and flesh out customer needs and wants. After the RDS
has been implemented, focus groups will be a useful tool in
determining Recreation’ s success in meeting these needs.
Information collected with this method provides information about
needs assessment and action plan (customer-driven programming)
results (Sample focus group questions that can be used with
customers are presented in Appendix K).

ASSESSMENT TOOLS

Assessment tools will be a useful means to measure and record the
usefulness and value of the RDS and Recreation to the customer
and the installation. By recording the value of programs to the
customer, to the mission of the Army, and in terms of overall
profitability, Recreation will be better able to demonstrate their
contribution to the Army.

The installation is encouraged to use some of the tools discussed in
this section and/or to develop tools that will provide evaluative
information regarding the effectiveness of the RDS in achieving
installation goals. The tools can aso be used to provide
information that can help the installation fine-tune and redirect
programs that are missing the mark or not achieving the ends
originaly intended. The key to this section is that (in addition to
showing the value of recreation to the Army) the installation needs
to have a means to definitively show that implementation of specific
initiatives has been successful and should be continued, and
highlight those intitiatives that should be changed or discontinued
because they fail to realize worthwhile goals.
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APPENDIX A

SUGGESTED DATA RESEARCH

Thisinformation is provided for illustrative purposes only.
Content of your research should be
drawn from the situation at your installation.
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APPENDIX

RECREATION DELIVERY SYSTEM
Suggested Data Resear ch

Activity and Facility Information

Current individua facility hours of operation. Indicate different programs or functional
programs or functional aress (e.g., woodworking, photography, ceramics) that operate with
different hours and seasonal or other changes.

The average or actual facility utilization rates and user count for each activity for the previous
and current fiscal years. Utilization rates should be broken down by month and day.
Footnotes should be made unusual circumstances (facility closures, etc.).

Current price list by activity for classes, specia events, equipment checkout and rental, and
room rental, resale items, membership fees, and other items subject to charge. Note the dates
and amounts of recent price changes.

Identity of contracted programs offered on the installation and outsourced to local community,
to include partnerships.

List of programs provided by individual activities for previous and current fiscal years.

List of other recreation or family pilot programs the installation conducts currently or is
scheduled to conduct (e.g., Volunteer Program, Y outh Partnership, After School Program).

Floor plan of individual facilities.

Detailed list of deficiencies of individua facilities (facility inventory with age and condition)
and equipment, including age, structural problems, and needed repairs.

Background, Demographics and Marketing

Installation Welcome Packet.

MWR facilities located in troop and family housing areas.

Level of available and in use MWR marketing support including methods and ways of
distribution (e.g., posters, flyers, e-mail, electronic bulletin boards, TV monitorsin high traffic

areas).

Triennial Needs Assessment, information from focus groups, advisory boards, and installation
councils.
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Available data on demographics of user population. Include current and forecasted population
estimates requiring:

-- Tota troop strength broken out by rank.

-- Total retiree population living in the area.

-- Number of civilian employees, contractors, and other authorized users.

-- Family member population broken out by spouses and children.

-- Military and family membersliving on post and off post (government and private)
housing.

-- Military units and reserve component personnel supported by the installation while on

active duty or training status.

Projected growth potential in authorized users.

Any other materials or previous studies.

Staffing

Organizational chart with reporting requirements depicting activities and personnel in MWR.

Staffing Plan and Table of Distribution and Allowances. Requirement identifies each staff
member by activity, job title, category (APF & NAF), grade and steps, average hours worked,
hourly pay rates, benefits and locality pay.

List type of inservice and other training made available to personnel. Provide list of completed
training in the previous and current fiscal years by individual staff member.

Financial

Nonappropriated Fund (NAF) financial statements for the previous and current fiscal years, by
month, by activity.

Total installation MWR Fund income figures for previous and current fiscal years.

NAF budget for the current fiscal year.

NAF operations and maintenance costs not included on financial statements.

Appropriated Fund (APF) support by activity in the previous fiscal year and projected for the
current fiscal year by element of expense (e.g., labor, utilities, maintenance, repair,

communications).

Furnishings, Fixtures, and Equipment (FF& E) costs for each facility.
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APPENDIX B
ON-SITE DATA GATHERING CHECKLIST

This checklist is provided for illustrative purposes only.
Content of your checklist should be
drawn from the situation at your installation.
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